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ABSTRACT 

Working together, cbiranuhities arid small school 
districts can combat teacher shortages affected by negative attitudes 
towards teaching,^ working conditions, arid gerieiral economic conditions 
by providing sufficient resources for successful teacher recruitment 
and retention programs. Specific strategies for recruitment^ 

interviewing^ iriductiori, and reteritidp are essential_program 

elements. Effective recruitment strategy depends on the recruiter's 
ability to locate teachers whose character isticsf it the small 
.school's needs. Successful strategies also include such proven ^ 
cpmporierits as competitive salaries and fringe bene \ subsidized ^ 
advanced education in return for teaching commitments, paid interview 
trips and moving expenses, guaranteed summer employment , and the 
inclusion of community information in recruitment material?. 
Interviewing strategies require skilled interviewers. who listeri well^ 
like the community^ and can match the teacher's skills arid iriterests 
to the job and comnunity. Effective induct ion irivblves both long- arid 
short-term orientation activities based bri^ goals. reflect irig new 
employee needs and district philosophy. Such goals include good 
commun i cat i bh , cbmmunity involvement , help iri adjusting to the work, 
envirbnment , and a year-long orientation to the school and community. 
Retentibh strategies regui re a cbmmuriity commitment to higher 
salaries; social inclusion bf teachers; opportunities for long range 
growth, prestige, and_ recreation ; and motivators such as paid 
professional dues. (SB) 
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Introduction 



The teacher shdrtagejs regl. DesjDite regorts from several jources 
whichjridlcate that the decline In student population will produce d 
significant surplus of teachers, the latest report from the Ndtlohdj 
Education Assocldtlbh Ihdicdtes that 37 yqtes_|epprtod a critte 
shortage In at leasLonej^egloTi qndjn at least one currlcular area. 
There are other signs of the broad based nature of this shoratage: 

In 1972. 34% of all Bdctelor Decree leclplen^^ were 
prepared to teach;By 19B2 this number was 18% dna 
It-cohtihues to decline. 



The 1982 supply an^d demand report of the Asso- 
ciation for School, edilege dnd University Staffing 
Indlcdted that 18 tedching fields had d shortage 
gnd thqt only two (Art & Physical Education ) hcd 
considerable surpluses. Eleven others showed some 
surplus. 

The State of Georgia has hired a recruiter to find 
out-of-state teachers to "reduce the number of 
tedcher vacancies". 

The Increase In school dge populdtldn will becdmie 
significdnt In 1984 and could dpjDrddch the peak 
numbers of the recent "bgby boom"^ m th®_mono-" 
graph "A Profound Transportation" produced by the 
Americdn Associdtlon of School Administrators, this 
phenbmena is shown to affect the educdtiondl 
enterprise through the year 2000. 

Several influences that will affect the ihtehsity of the shortage dre 
dttitudes^ about tedching. working conditions, and economic 
conditions.- 

A study of teachers conducted at Sam Houston State University 
I hdicdtes that driie put of three teachers is S(^^^^ plannlng^o leave 
the profession. Those who actually left teaching had an averdge 
salafy of $14,112 after eleven years of experience.. This drribuht 
cbmjDdres to entry level sdldries that dwerd 

competitive nnarke of the size of this disparity, teachers ^ 

have developed a strong negdtlve dttjtude towards their economic 
status. As prospective teachers learn of theje dttitudes they el[m^ 
therriseiyes fi'pm ted^^ 

per cent fewer students are entering preparation progrdms thdn In 
1971. 

4 



1 



As a result of informafjon ggthered In studies qt the University of 
Michigan, Georgia Southeni Uhlyerslty^drld Sp^^^ 
University, It dpi>?drs_thdt woTkIng conditions ore a great Influence 
on those leaving the profession. Of those who lefLofter one year, oriiy 
one fourth Ifsted money ds the prirndry redsoa Bdsjc^ 
were lock of support from ddministratore, other teachers, and the 
community and problems encountered In sponsoring extra class 
octivitjes ;iot related to Instruction. Money became mdlrejmpc^^ 
as years of experience Ihcredsed; however 

perhledted_dll replies. Teachers felt complefely cabandbried by 
those whom they felt could dhd/or should be heipirig them, 
IsoJotion, lack of cornrnuhicdtlbh.Jdck df unc^^^ of 
guidance were cdnsistdntjy expressed as negative perceptions^of 
their work. Curiously, when admlnlstrdtors of these teachers were 
contacted, they felt they had good brlehtdtjon. priDgrarnSj^ 
munlcdted well with the stdjf dnd in general seemed unaware of the 
probjerti. This phenomenon indicated a need for examining existing 
strategjes to see If they are effective. The develojDrrieht of d prpgram 
to protect ogdihst this cbmmuhicdtldn breech is a major port of the 
retehtibh strdtegy. 

The lack of a chornqefor advancement within the tedchihg rdhks is 
also a sighiflcdnt negStIv© influence for tedchers. Lt is [ndeed^rare to 
flhd d creative prbmptidn systerri fpt teachers without their having to 
reave jhe classroom. Alternatives otiifLJiTailIdd pr- 
-counseling ore'beln^'^HugFff on increqsihg number pfjedchers. 

ehdhglhg ecphbrnic cprLdltipns dre also^^^^ 
'rnqy be develdping ari aparthied society bosed^n flndncldl ability 
to move rather than racial superiorliy.jn times when bhiy d pdjtipn of 
the society con afford to mpve,_ the frustration Jev^^ 
behind cdh only increase Jlradlcally changes the only promotion 
pattern now avaHable to teachers-thdt of^rrioN^hg frbrn a srnd||_e_rjD_r 
less prestigious district to d Idrger or rflpre prestigious dlstri^^^^ 
depressed ecbhpmy it dlsd makes It more difficult for districts to 
flndnciail^ jypport their tedchers. The comblnatlon of these ddtd 
create on effect that Is demoralizing for tedchers. The stimuli ore so 
strong thdt ledvihg the prbfessidn seems to be the only viable 
dltenldllve^ 

When thesedoto ore viewed collectively, theyihdicdtecJedr^^ 
dn evakJdtloh of present strdtegles_fpr ^ecmltlng^ orientation and 
retention of employees should take place. Wifhouf new. effective 
efforts, quality will slgniflcantiy decUne. The next section of this 
rnonpgrdph presents some wbrkqble Atrategies gle^^ 
districts thdt are now uslrig them. All vsiii not work for each district but 
they should provide a base for Improving any district. 



^ Recruitment strategies 

__ Peyeldping more refined recruitmen^^^ to soMng 

the problems community schools are now facing as they comp>©t© 
for quality personnel. Admlnistrdtbrs In these community schools 
must design and Implement q plan foj- tedch^^^ 
specifically reflects the needs and uniquenesses of the local district. 
Effecflve recrultrnent designs generally focus on the following topics: 

•Friendliness of small communities 

•Potential for status dvdlldbie in the prospective cbmmuhlty 

•Flexible prdgrarrirhihg to wprlc in one's d_^^ interest area 

•Smdiieriroiimenls facilitating Indlviciual attention to students 

•District focus of quality education programs 

•Administrative supportfbr professional growth and development 

•Peer support environme^^^^ 

•Professional growttropprortunltles" 

, •Any special self-development opportunities available such qs 

proximities to prbfesslbhdl libraries or extended university 

programs 

boveioping The Recruiting Strategy 

The key to effective teacher recriuitment Is encbmpdssed Iri the 
dbillty bf the recruiter tb Ibcdte teachers who possess chdracteristjc^ 
which are congruent with the needs of the school. These "Ideal 
chdrdcteristlcs" for rhdny smdiler schools usually Include, but ore 
not limited tb, teachers who are 

•Certified and abli to teach In more than one subject matter 
area or grade level - 

•Prepdred tb supervise severdj e)^^^ 

•Able to teach a wide range of abilities in a single classroom 
•Able to adjust to the uniqueness of the cdnniTiunlty In terms of 

social bppbrtuhlties. life styles, shbpping heeds, dhd cohtlhubus 

scrutiny ^ 

As the recruitment stdtegles are develbped. _eqc_h_bf these^ 
cepts must be exparided so as to represent specifically the true 
needs and true characteristics of the community. The closer these 
chardcteristlcs reflect the reality of working and IMhg In a district the 
greater the probability of securing and retaining quality teachers. 



strategies now being used by school districts are presented qs 
practical suggestions for Iterns to be included In the plan for 
recruiting. 

•The easiest and most efficient strategy for teacher recruitment is 
based oh a competitive sdldry and extra duty pay schedule. 
The community Is the keyjo this suggestion and they^wUI 
determine the part that money will play in the recrui_ting_efTcrt, 
rPatrons must make an overt decisibh to pay what is necessary 
for dttractlhg qudlity teachers. 

•A very broad fringe bdnefit package may be hriore qttrdctivej^ 
prospective teachers than salary. These benefits may include 

such Items ds: . ^ _ ^ , ,„ 

—Paid Irisurance Premium (i.e. medical, hospital, dental, life. 

and salary protector) 
—Personal Leave 
—Sick Leave 

—Professional Leave ^- .^^i— 

. —exedtf ynibns (Le. Board of Education matches l^efteacner 

contribution^ , . - . „ . . 

—Sick Ledve_Bank (some days of leave ore in a bank _to be 
used by any aniplbyee who has needs In excess of 
available days. These are repaid after they ore used.) 

•The district can subsidize the cost of teacher retrplnlngjo^^^ 
needs of the school dLstric^tL which 

teacher d method to obtain on oddltloha! area of certfficdtlbh. 

•The district rndy offer to pay the costs of d tedcher earning a 
master's degree, arid in turn,_the teacher mokes a com- 
mitment to teach in the district for three yedrs after receiving the 
degree. 

•The district rridy identify bUtstqndirig Junior level education 
majors iri the vdridus colleges and universities, select those that 
meet the district's needs, and offer flndricldl qssistdrice inj_^^^ 
form of schdJdrshlps. This agreement wpuld be contingent 
upon the student's wiirinGLness to sign a letter of comrr^ltment to 
tedch in the school district for specific periods of tirrie. 

•Administrators could telephdrie_ d fchopi of Education and 
- request ridrriespf the_hlahest ranking graduates In the field In 
which personnel were needed. School ddmlriistrdtpis wpuld 
then coil the recommended grqduqtes^explainlng their pen- 
chdhtforQualityaridwhy^theywere Interested in that porticuJor 
grddUdte. Paid trips to the district for these Individuals could be 
arranged. 
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•The dlstHct rndy Ohd ]^ helpfuijd incorpOT^^^ 
groups and potential support systenns Into packaged fecrult- 
ment materials. ThJs strategy uses community groups as the 
featured drganlzdtjpn pri brochures or letterhed^^ 
thp^the potential recruit has a feeling of belonging to the larger 
community; 



•Sqme districts have Involved local businesses^ welcome 
wagons, civic clubs and other grot^ps In their actual recruiting 
progresses arrd Interviews Jhe frlenclllriess exhlbH^^ by some of 
these groups has frequently facllltdted hiring processes. 

•The district may Identify and actively recruit outstdhdlhg 

tedc hers in Idrge districts and prqsjDecti^^^ 

raised and educated In smaller schools by remlndlngJhese 

Individuals of the rndn^^be^ 
--in d sniall'tdwh'afmbsphere. These benefits may include such 

items ds: 

— A^iqwer pace of living 

—Smaller class size with dn opportunity to get to know each 
' student as ah ihdividudi 

— Rdising cjlildren in a niore cqnirolled environment 
—Opportunities for children to be Involed In several extra- 
curricular activities. 

•Paying interview expenses of applicant. 

•Assist with jsecurihg moving loans or paying part of the cost of 
relocating. 

•Arranging for Interest-free Ipdhs before drrivdl of first paycheck. 

•The district may emphasize teacher dufohorhy and direct 
access to the ddmlnistrdtlon. The teacher may be the only 
person working ihq specific sUblectiliqtterqr^^ 
thus havrr[g jjreater control over the learning outcomes (cur- 
riculum) and the teaching methodology (Instruction). The 
chance to directly influence admihistrdtive decisions is quite 
dppedilny id many teachers. 

•The school district could provide less expensive houslhg for 
teachersJhlsrecrulfing Idea could be accomplished In several 
ways: 

The district would Jrripiemeht d vqcatlohdi educqtlq 
program in the building trades. The students would learn a 
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sdJedb!e_ikilLCcar^^^^ at the sdme time develop d 

rental property for teachers. ^ 

The district could encourage merribers of the communlty to 
provide housing. The local banker can hdye his/her bank 
provide less expensive hbuslhg.lri the fomi of dup^^ 
houses, or hlob1le_ homes. This ^ Incorporates the 
community as a part of the recruitnient plan. 

•The school district cbUld^encourage ttie business community 
to help by providing summer emploj^^ 
schqgLJMmtter ls-redsonably"^5IeToaIsUre the_^ 

■ sumrrier.erhploynhent, he/she_Ls more likely to accept the 

position. The business sector in the community should welcome 
the opportunity to hire quality Indlvlduais. Using this Ideo, both 
the commurilty and the school district receive benefits. 

•!h order to attract effective teachers, it may be necessary to 
provide employment oppbrtuhlties forjhe teacher's spouse,^ 
which can be accbrhpHshed through a Joint effort, of the* 
cbrrimunity onjj the school dlstrlcj. Administrators should 
encourage local employment sources to let the schpdi district 
recru iter knowr when they hdye Job yacxmcle^^^^^ school 
district may fiij ijs needs for support personnel through the pool 
of unemployed spouses. 

The development of a qudllty small sohool depends djrectly upon 
the quality cf teachers employed. The ddmLnislrator and hoard of 
education In srridiier school .districts are primarily responsible tor 
teobffer emMoyment. However, the community can Provide a^^dl- 
tional recruitment incentives and should qccejDt.some jesponsibillty 
for d quality educdtiohdl program. Reicrultment must become a 
joint venture_betweeri the community and the school district, and 
the development of a recruiting plan that involves both should be 
very successful. 



Interview Strategies 

lhtejy[0wing prospective applicants Is a sklir that must be fully 
developed If quality persohheJ are to be hired. The plan for 
Interviewing Includes selecting the proper person ds welLds the 
propel strategies. 

A sincerely Interested Interviewer Is an dssef thai cannot be^over- 
amphdslzed. This typendf person Is skilled in^ dctive listening 
techniques dhd 

whichihejs recruiting personnel. Recruits often respond mora to 
individuals and their styles and skilly than to their pbsitibhs br the 
content they represent. ^ 

interviewing strategies involve selling the district and screening 
applicants. Recruits will frequently select Jobs after conslderihg 
whom they might feel cbrrifbrtabie working with qhd_ receive 
reinforcement frbm^interyiewers s^ descriptions of 
potential informal and formal peer support groups. This is typically a 
much stronger dttrdctlbn than verboge cbncerhihg facilities and 
equipment. ^ 

In scneen]rig applicants, the interviewer will wont to lookcgrefully , 
at the degree to Which recruits: v ^' . . 

•Would be dcceptijig of the rural culture 
•Have behaviors appropriate for the environment in which they 
will be living 

•Hdve generic skHls 

•Have interest consistent with local lifestyles 

•Have Interest In gaining knowledge of the Ibcdl community, its 

pbliticdl system, qhd histpry 

. ^Hgyetjhe, ability to develop local and long distance support 

systems : 



Admihi^rdtorsihduld ernpigyjri^ checklists when interview- 
In^ persons external to the community. It Is impbrtdht that the same 
data are gatfieredajbdut each applicant so that vdlld compdrisoTis 
con be made. The fpHbwIhg quesildris may be of vafue in developing 
the interviewing strategies: ♦ 

-- -- ^- - - ^ — — 
1 . Will the intervievvee's personal traits dhd goals be compatible with 
those in the area? 
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2. Will the cqmmunlty provldeThe necessaryiocldl opportunities for 
thils applicant? 

3. Will the pdsitldn provide a challenge for the applicant? ' • 

4. Does the dppllcCint hove hobbles orotherdyqcd^^^ interests 
which Initiate self-entertdir^rtient and self-sufficiency? 

• ' * ' ' _ __ 
• ^. Is the applicant genuinely interestedly learning dbdUt the unique 
aspects of this pdrticular cdmrtiunity? . 

6. Is the applicant flexible enough to cross Interdiscipiihary lines ds 
fequlred In on area of scarce specialized resources? 

7. Will the applicant be able to cooperate with piebpfe with different 
viewpoints? 

' I 4 ■ 
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IhduGtidn Strategies 



Ah effective inducttpn system contains short term orientation 
activities and long term personnel support .prbgrdmi The^^ 
grams shbuid be Ipdsed on d specjflc sej^^^ 
heeds c>f new empioyees and ore consistent with the philosophy of 
the schooi district: It should be recognized that the full induction 
process will lake qbbut three years. The foiibwing gbdis are basic to 
a sound induction pidn: 

1. Establish cbnynunlcatloh processes within the schobi dhd 
the districtjhdt wiij mdkejedchefs 

2. Hejp teachers^become an Integroi port of th(9 community. 

3. See that all employees receive help In adjusting to their work 
envlrbhmehts. _ _ __ __, ^ 

. 4. Provide d_vehicJe for^^^ integrate through on 

. agressive orientation program. «? 
6. Provide d cc*tlnu6us (year long) brientotioh program that 
reinforces these gbdis thrbughdut the year. 

f 

Pre-school/Beglnhing of the Year AcHvHios 

d) ppyeldp an understanding of the commurilty. especlaiiy, the 
soclai, cuturoi, ethnic and relfglous mdke-up. 

b) Mqke vislt^ tb Institutions such qs ii_brdriM.JtlUseUm^ 
tibhdi fqciiities, major commerciai focliities and other pioces 
ofjnterest.^ ^ 

c) Flan dn open exchange about cbmmuhity standards, 
' cjstorris dhd other UhigUene^^ 

d) Pair beg[nriing tpachers with master teachers based _6h 
subject taughj^and/dr physlcdl nedmess of the teachers. This 
dctlbh requires sigrlificdht prf pidnjUng qrid q thorough 
knovv1edgei5f the cjiaracteri of each teacher; Its major 
beneflf Is to provide a cdntlnudus cdmmuhlcatldn link. Master 
teachers who pre d part of tti^ buddy systerri shbuidjtjeet with 
ddrhihistrdtdrs regularly to dlkchange experiences and Identify 

^ gerierai problems that rweipttcibe dealt with, 

e) Plan a series of sessterfe to cori^munlcate the .schb^^ 
operating philosophy and uniqueness new staff members. 
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^r^^naoas Orientation AcHvftles 

A Ptqri special Jnservices to be held throughout the year dedllng 
' v^th topics specifically directed toward beginning teachers. 
These activities are planned to dove tall with the preschool 
brientdtloh activities. 

B. Appoint someone to be responsible for helping the beginning 
teacher furnish dhd set up her room. There Is strong belief that 
dhlyjhrdugh this kind of scheduled help can plrepdrihg the rppm 
be accomplished In a desirable rriqhher^ Thls same person 
should be a resource for making changes throughout the year 

C New teachers are supervised so ds to qccompjlsh t^o goxijs. 
Regular (weekly at least) cbhtdcts by ddmlnjstrat 
visb/s are Used to jDpeh communication lines and to Identify 
probjerns as soon as possib|e. In addltlbh the bqrMers to \ 
communication between tedcherc dhd prijlclple^^^^ \^ 
lowered so teachers will more readily share their true feelings. 
Thrbughjheseiypes of exchanges the expectations of the school 
can be more clearly delineated. 

D. Fbrmdl evdIUdtipn dfjhe beginning teacher oriehtdtJon program 
is_cdnied on reguioriy; This process should provide, clues to 
effectiveness of the program arid provldeiU^gestjonsforimprove- 
ment. Both an oral discussion and written evaluations should be 
used. 

E Schedule d sessibri in Jdhuqiryjpr teachers and administrators 
* who are irijheir first two years in the school Topics should iriclUde 
any changes since scKool started, pidris for the remqlnder of the 
year and c'reeriiphasis of godis. Time should be spent giving 
feedbdck qbduLhpw staff is doing and for allowing the staff to 
discuss their problems: 

F. Plan a year Ibngseries of sbciol activities that allow the staff to get 
to know each other and Interestwith each otheron a non school 
basis. 
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ReTenfioh Strategies 



A mdjbr problem in smdJLeLschod^^ malrrtalrijn^ the efe 
teqcher^in the scjioqi systern. In order to accompilsh this goal 
school districts need to develop d retentJon plan/rhefollovvlhg Ideas 
are prdctlcdl suggestibhs for mdintdlhlng effective teachers 
in the smdiler schools: 

•The_mqst qbviousiuggestlon Is increased salaries for teachers 
who choose to remain wifh the school district. Srndller schools 
must have d cbmrriitrTient frbrri the cbmmUhitY^ fpr d 
schbbi syst_em_if this s^ 

trators In smaller schools need to share the prbblerns of 
recrultrnent dndmdlhtdlhlhg bf elective teachers with the 
commuhity. If this cdh_be dccqrtiplishe^^^ 
cqrtvtiunitVLWiN su^ local funding for teacher 

salaries and extra duty pay. 

•The commujilty s<yipo adrrijnistratqr needs to develop a close 
vyoridng relationship with churches, civic brgdhlzdtlbns.^ dhd 
other corhmunlty support systems Jh order tb ehcburage these 
groups tb ihciUde tedc_hers_in_ theli^ mernbers^hlp. In^^ 
instarices corrimunlty groups In smaller school districts are 
closed to outsiders teachers). If teachers feel they are part of 
the cbrrimUnlty, then they dre more likely to v?dnt to continue 
their em pioyment. 

•ebmmunlty schbbis cdh istrlye tb provide or ericourql^^ 
cbrrimuhlly to provide recreqtlorial qppprtunitles for teachers, 
which may take the form of transportation to dred dthletlc 
events, sumrner sbftball leagues, fishing, and bodtln^ trips, 
* drrdhgihg trdhspbrtdtiphfqrgrquptr sightseeing 
tours^ or possible trips overseas. Members of the community 
would be welcome to participate In these dctlvities. 

•The com rri unity school, Iri conjunction with landowners and 
lendi ng agencies, could make the purchase of /properly 
dvdildble tb teachers >vhb choose to buy Idnd.Jf teachers have 
sbrrie bwhership jn the q are more likely to become a 

permanent citizen of the area. 
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Long Rdhg# Growth Actlvnies 

Placing effective teachers l:n_ieaciershlp positions has several 
ddvqntages^LeajJej;shlp positions contribute to professional growth 
as well as personal growth, Tfeachers see the rewards of nriorf 
autonbrny, more freedom, and grdy\^h df thelr kriowfedge as being 
as IrnpdrtdhT d_s jncreas_ed pay. The prestige of position usually 
translates to community prestige, thereby doubling the effect. Some 
strategies that districts are now using Include the following: 

•Ihitiqtih^ ihtrd- or inter-district temporary faculty exchange 
pTograms 

•isfabllshlng Insersdce incentive systems including release 
time, cbllege credit, gnd certificate renewal 

•PrpvidljTg special challenges or assignments, jDarticUiarty 
when affiliated with pre- or in-service progrqms 

•Establishment merit ihcregses or other approaches to recog- 
nize extraordinary perf^ 

•[nitlating stress reduction dctMtres ranging frbrh_ desensltl- 
zation to 'Venting," social fijhMpnSj Qndphv^iol^^^^^ 
reductibh exercises; anjJ establishing local support systems 
for continuous stress reduction. 



Moflivdtfohdl Strahigles 

The following '^creative" retehtidh strgtegies^^ moti- 
vators for Jedchers and administrators as they consider their 
professional future: 

— Paying prbfessibhdl prgdriizatlon dues 

— Locdtin^jaide^^ housing 

— Arranging social functions 

— Sending Indigenous persons to cqlle^ and pay tuition 

— Creating hHgher than usual salary supplements 

— Creating intellectual stimulation 

— Making professional llterdture dvdiidble 

The smaller school district, In concert with the community, can 
Influence the educdtlohdi quqlity by actlyely seeking^nd retainjn^ 
effective teachers., Basic to this process Is a commitment from the 
syipoLqnd^the com^ provide sufficient resources. especJdily 
time and money, to successfuJIy cdrry butlhe prdgrdra_Ldck_bf the 
commitment usually ddbmsjhe proJect^Once the commitment is 
made, the venture ls limited only by the creativity of the district and It^ 
patrons. This monograph should provide the seeds to dllb\y creative 
Imdgjnatlori to grow and prosper, cUlrninqtlng irij^g^ irnproN^ 
ment In the teaching and learning process of the district's schools. 
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